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STUDY  TITLE: 

A NEW  GENERATION  OT"'  SYSTEMS  ACQUISITION  MANAGERS 
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STUDY  PROJECT  GOALS: 

To  identify  potential  changes  in  the  career  characteristics 
of  future  Air  Force  systems  acquisition  managers  as  a result  of 
Public  Lr,'-.'  93-29A  and  DOD  Directive  5000.23. 


STUDY  REPORT  ABSTRACT: 

The  purpose  of  the  study  vjas  to  understand  the  impact  of  tiie 
Aviation  Career  Incentive  Act  an.d  the  Systoi.is  Accuisitiori  Manare- 
riir.nt  Careers  Directive  or.  the  career  c larac  tens  of  future  system 
program  directors.  Research  of  applicrble  reports,  docu!.:ents  and 
directives  concerning  sj''3tems  acquisiticn  v.’ere  used  in  the  devclnp' 
none  of  this  report. 

To  place  the  impact  of  the  new  policies  in  perspective,  the 
pertiiient  caresi-  cl''.,  rac toristics  of  tlie  35  officers  v/ho  a:  e 
curr'^ntTv  responsible  for  the  ranageiiont  cf  the  major  Air-  Force 
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EXECUTIVE  sumn:ahy 


This  renort  concentrates  on  the  impact  of  Public  Law  93- 
294,  "Aviation  Career  Incentive  Act,"  and  Department  of  Defense 
(DOD)  Directive  ‘>000.23,  "Systems  Acquisition  Manairement 
Careers,"  on  the  career  development  process  of  future  gener- 
ations of  Air  Force  systems  acquisition  mana^rers.  Public 
Law  93-294  imposed  specific  constraints  on  flifrht  ray  entitle- 
ment for  rated  officers  while  DOD  Directive  5000.23  established 
policy  i’or  the  selection,  training  and  career  development  of 
future  program  managers.  The  impact  of  both  actions  are  discussed 
in  detail. 

The  eventual  repercussions  of  these  policies  are  placed 
in  perspective  by  an  examination  of  the  pertinent  career 
characteristics  of  the  35  officers  who  are  currently  respon- 
sible for  the  management  of  the  major  Air  Force  systems 
acquisition  programs.  While  the  results  are  presented  of 
the  analysis  of  seven  career  characteristics,  two  are  of  prime 
significance.  The  study  found  that  less  than  30%  of  the 
35  Systems  Program  Directors  (SPDs)  have  attended  either  of 
the  Defense  Systems  Management  College  ( DSMG ) courses 
prescribed  in  DOD  Directive  5000.23.  In  addition,  nearly  50% 
of  the  23  rated  SPDs  would  have  failed  to  achieve  the  basic 
fly  ing  requirement  of  Public  Law  93-294. 


Several  resultant  career  characteristic  changes  which 
may  occur  in  future  generations  of  systems  acquisition 
managers  are  then  presented.  They  include  the  areas  of 
education,  training,  systems  acquisition  experience  and 
operational  flying.  A recommendation  is  made  to  augment  the 
DSMC  Program  Management  Course  in  order  to  make  it  equivalent 
to  attendance  at  intermediate  service  school. 
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A NEW  GENEHATION  OF  SYSTEMS  ACt^UISITION  MANAGERS 


SECTION  I 


OVERVIEW 


This  report  focuses  on  the  enactment  legislated  by 
Congress  and  the  policy  statement  issued  by  the  Denartment 
of  Defense  (DOD)  which  have  had  a profound  impact  on  the 
career  developm.ent  process  of  Air  Force  systems  acquisition 
managers.  The  thrust  of  this  study  is  on  the  identification 
of  resultant  variances  in  the  career  development  of  rated 
officers  who  have  the  potential  for  progression  to  responsible 
positions  in  systems  acquisition  management.  To  place  the 
impact  of  these  new  policies  in  perspective,  the  pertinent 
career  characteristics  of  the  35  military  officers  who  are 
currently  responsible  for  the  management  of  the  major  Air 
Force  weapon  systems  acquisition  programs  are  presented  and 
analyzed.  The  report  concludes  with  the  formulation  of 
resultant  career  characteristic  changes  which  the  author 
believes  will  occur  in  future  generations  of  systems  acqui- 
sition managers  because  of  these  Congressional  and  DOD  actions, 


SECTION  II 


BACKGROUND 


INTRODUCTION 

Since  World  War  II,  the  United  States  has  experienced 
profound  social,  economic  and  technological  changes.  However, 
the  simultaneous  emergence  of  the  systems  approach  to  manage- 
ment has  enabled  the  Department  of  Defense  to  cope  with  the 
complexities  and  higher  acquisition  costs  associated  with 
modern  weapon  systems.  Within  the  Air  Force,  the  imple- 
mentation of  this  approach  has  been  largely  vested  in  the 
Systems  Program  Director  (SPD)  who  has  become  the  individual 
responsible  for  the  overall  integration  of  the  diverse 
activities  associated  with  the  development  of  a major  weapon 
system  acquisition  program. 

The  Air  Force  now  expends  funds  in  excess  of  $7.5 
Billion  annually  and  administers  over  $50  Billion  in  face 
value  contracts  for  weapons  systems  procurement.^  As  a 
result,  tremendous  attention  has  been  focused  on  the  need 
to  obtain  talented  individuals  with  the  desired  blend  of 
experience  and  education  to  manage  the  acquisition  of  new 
Air  Force  weapon  systems.  This  focus  of  attention  is  not 
new.  In  examining  the  problem,  in  the  su.T.mer  of  1969,  the 
Defense  Science  Board  concluded  that  unless  new  training 
and  assignment  procedures  were  established,  the  Air  Force 
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was  not  likely  to  find  nrogram  managers  of  sufficient 

2 

quality  to  assure  program  success  under  present  conditions. 

Top  level  management  within  DOD  has  also  indicated  that 
rroper  career  development  is  essential  for  systems  acqui- 
sition managers.  In  a memo  dated  May  1970,  the  Honorable 
David  Packard,  then  the  Deputy  Secretary  of  Defense,  suc- 
cinctly stated  "program  management  in  the  Services  will  be 
improved  only  to  the  extent  that  capable  people  with  the 
right  kind  of  experience  and  training  are  designated  to 
manage  these  major  programs."^  The  current  Deputy  Secretary 
of  Defense,  the  Honorable  William  Clements,  in  an  address 
at  the  Defense  Systems  Management  College  (DSMC^^  in  October 
1973  stated,  "program  management  experience  itself  is 
essential  and  it  must  be  supplemented  with  professional 
education."^  both  individuals  established  the  DOD  policies 
which  have  impacted  the  most  upon  the  career  development  of 
future  program  managers  of  a major  systems  program  office 
(SPOl.  Their  unique  role  will  be  discussed  in  subsequent 
sections  of  this  report. 

RELATED  STUDIES 

Several  studies  are  considered  relevant  to  this  report. 
Of  prime  interest  are  two  studies  which  document  what 

■^Name  changed  from  Defense  Systems  Management  School 
on  1 July  1976. 
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experienced  systems  acquisition  managers  proposed  as  the 
proper  blend  of  experiences  and  factors  which  they  considered 
to  contribute  significantly  to  the  career  development  of  a 
successful  SPD,-  Both  were  conducted  under  the  auspices  of 
the  Deputy  Chief  of  Staf f/Personnel , Hq  Air  Force  Systems 
Command  (AFSC)  and  were  the  results  of  survey  questionnaires. 
The  first  survey,  in  February  1970,  obtained  the  judgments  of 
76  key  general  officers  and  SPDs.  The  primary  conclusions  of 
that  survey  were  that  program  managers  should  have: 

- a breadth  of  experience  to  include  (in  decreasing 
order  of  priority) 

. previous  SPO  experience 
. Hq  USAF/h'q  AFSC  staff  experience 

I 

. related  operational  experience 
. research  and  development  experience 

- a baccalaureate  degree  in  engineering  wi th  an  MBA 
or  MS  in  management  preferred 

- professional  military  education  to  include  inter- 
mediate se''vice  school  and  senior  s- >'vice  school 

1 - specialized  SPO  training 

The  second  study,  in  May  1974,  obtained  the  comments 

of  136  senior  officers  closely  connected  with  systems  acqui- 
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sition  management  in  AFSC.  The  study  results  indicated  that 
those  surveyed  preferred  the  following  primary  experiences 
and  education  (in  decreasing  order  of  importance); 

- assignment  to  a SPO 

- a masters  degree  in  management  or  engineering 

- professional  military  education 

- Hq  USAF  experience 

- flying  to  meet  gates,  for  rated  officers 

- a second  SPO  assignment 

- research  and  development  experience  for 
ncn-rated  officers 

In  total,  the  surveys  emphasized  the  need  for  a diversi- 
fied background  and  identified  two  factors  as  being  essential 
in  the  career  development  of  SPDs,  The  most  important  factor 
is  that  an  officer  aspiring  to  become  an  SPD  must  obtain 
experience  in  a SPO.  There  is  no  substitute  for  actual, 
first-hand  experience.  In  addition,  strong  support  existed 
for  a masters  degree  in  either  engineering  or  management 
with  both  being  equally  preferred  disciplines. 

A DSMC  study,  conducted  in  May  197^,  concentrated  on 
an  examination  of  the  careers  of  783  officers  assigned  to 
systems  acquisition  programs  in  AFSC.  The  thrust  of  the 
study  was  to  measure  the  degree  to  which  program  management 
personnel  possessed  the  experiences,  education  and  training 
identified  in  the  previous  AFSC  studies  as  preferrable  for 
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SPDs.  To  varying  degrees,  a good  correlation  was  found 
between  the  desired  characteristics  and  those  possessed  by 
the  officers  who  were  analyzed. 


SECTION  III 


CONGRESSIONAL  & DOD  POLICY  CHANGES 


INTRODUCTION 

Two  recent  actions,  one  by  Congress  and  the  other  by 
the  Deputy  Secretary  of  Defense,  have  had  a significant  impact 
upon  the  career  development  process  of  systems  acquisition 
program  managers.  They  were  Public  Law  93-29'+,  “Aviation 
Career  Incentive  Act,"  and  DOD  Directive  5000.23,  "Systems 
Acquisition  Management  Careers."  Their  combined  actions 
impose  constraints,  to  varying  degrees,  upon  the  career 
progression  reu  rlrerrents  of  all  future  program  managers. 

Both  are  discussed  in  this  section. 

CONGRESS 

Prior  to  197A-,  rated  officer  careers  were  managed 
primarily  by  the  number  of  their  accumulated  flying  hours. 
Authorized  flight  pay  was  based  strictly  on  grade  and  total 
years  of  service.  Associated  incentive  pay  continued  during 
periods  of  non-operational  flying  through  excusal  policies 
or  rroficiency  flying.  However,  on  24  May  1974,  Congress 
amended  the  requirements  relating  to  incentive  pay  for  rated 
officers.  This  action  occurred  with  the  passage  of  Public 
f aw  93-294,  the  Aviation  Career  Incentive  Act  (ACTA)^  which 
is  commonly  referred  to  as  the  "gate  system"  for  flight  pay 
entitlement.  The  act  states  in  part  that: 
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"To  be  entitled  to  continuous  monthly  incentive 
pay,  an  officer  must  perform  the  prescribed 
operational  flying  duties  for  6 of  the  first  12, 
and  11  of  the  first  18,  years  of  his  aviation 
service.  However,  if  an  officer  performs  the 
prescribed  operational  flying  duties  i'or  at 
least  9 but  less  than  11  of  the  first  18  years 
of  his  aviation  service,  he  will  be  entitled 
to  continuous  monthly  incentive  pay  for  the  first 
22  years  of  his  officer  service. 

If  upon  completion  of  either  12  or  18  years  of 
aviation  service  it  is  determined  that  an  officer 
has  failed  to  perform  the  minimum  prescribed 
operational  flying  duty  requirements  during  the 
prescribed  periods  of  time,  his  entitlement  to 
continuous  monthly  incentive  pay  ceases.  If 
at  the  completion  of  12  years  of  aviation  service 
entitlement  to  continuous  monthly  incentive  pay 
ceases,  entitlement  to  that  pay  may  again  commence 
at  the  completion  of  18  years  of  aviation  service 
upon  completion  of  ^he  minimum  operational  flying 
duty  requirements." 

This  legislation  imposed  specific  constraints  on  the 
assignments  of  rated  officers  in  order  to  receive  continuous 
flight  pay.  The  resultant  Air  Force  policy  is  that  rated 
officers  should  be  returned  to  flying  positions  within  three 
years  of  a previous  flying  assignment  in  order  to  retain 
rated  visibility.  In  no  case  would  an  absence  from  rated 

Q 

duties  be  more  than  five  years.'  Therefore,  the  Air  Force 
must  make  a concerted  effort  to  accomodate  the  requirements 
of  both  the  ACIA  and  the  need  for  systems  acquisition  exper- 
ience into  the  career  patterns  of  a sufficient  number  of  rated 
officers.  Only  with  adequate  prior  planning  will  a qualified 
manpower  resource  be  available  from  which  to  select  future 


rated  SPDs. 


DEPARTMENT  OF  DEFENSE 


Within  six  months  oF  the  ACIA  implementation,  UOD 
Directive  5000, 23t  titled  "Systems  Acquisition  Management 
Careers,"  was  signed  by  Deputy  Secretary  of  Defense,  William 
Clements.  The  ourpose  of  the  directive  was  to  establish 
DOD  policy  for  the  selection,  training  and  career  develop- 
ment of  personnel  required  for  the  management  of  major 
weaoon  systems  acquisition  programs. While  there  are  many 
important  aspects  to  this  directive  which  impact  the  career 
development  of  future  SPDs,  only  two  are  of  primary  signi- 
ficance for  this  report.  The  first  aspect  to  be  discussed 
concerns  the  requirement  that  Colonels  should  net  oe  considered 
for  assignment  as  SPDs  unless  they  have  had  systems  acqui- 
sition experience,  to  include  one  or  more  assignments  to  a 
program  office.  In  addition.  General  officers  normally 
should  be  considered  for  assignment  as  SPDs  only  if  they  had 
substantial  prior  experience  in  systems  acquisition,  to 
include  demonstrated  performance.^^ 

For  rated  officers,  who  must  satisfy  the  ACIA  require- 
ments, the  added  stipulations  of  DOD  Directive  5000.23  require 
detailed  careering  planning  to  ensure  that  the  proper  back- 
ground and  experiences  are  obtained  in  order  to  qualify  for 
the  limited  major  SPD  positions.  There  are,  however,  numerous 
assignment  sequences  that  would  satisfy  the  11  year  gate  of 

ACIA  and  also  provide  at  least  six  years  of  systems  acqui- 
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sition  experience  by  18  years.  Therefore,  the  challenge 
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bpcomes  onp  of  optimum  career  management.  The  author,  who 

was  assigned  to  Hq  AFSC  for  two  years  as  Deputy  Assistant 

for  Senior  Officer  Matters,  believes  that  the  objective  of 

all  potential  SPDs,  whether  rated  or  non-rated,  should  be  to 

maximize  SPO  experience  and  obtain  exposure  to  a variety  of 

the  systems  acquisition  management  disciplines.  The  Key  is 

tc  make  a conscious  effort  for  diversified  SPO  experience. 

The  otner  major  aspect  of  the  Directive  states  that 

all  major  system  SPD  candidates  should  have  professional 

education  at  the  DSMC  Program  Management  Course  (PMC)  or 

Executive  Refresher  Course,  (ERG),  either  before  or  shortly 

1 1 

following  assignment  to  a major  program  office.  This 
strong  emphasis  on  professional  training  evolved  during  the 
tenure  of  David  Packard  as  Deputy  Secretary  of  Defense.  As 
an  advocate  for  increased  training,  he  stated,  during  his 
address  to  the  initial  DSMC  class  in  August  1971,  that  DSMC 
was  "established  for  the  specific  purpose  of  making  a sub- 
stantial improvement  in  the  capability  and  effectiveness  of 

managers  for  the  important  development  and  production  programs 

14 

of  the  Department  of  Defense." 

The  purpose  of  the  20-week  Program  Management  Course  is 
to  prepare  selected  intermediate-level  officers  (Majors  and 
Lt  Colonels)  for  assignments  in  program  management.  Students 
are  educated  in  a broad  spectrum  of  program  management  activi- 
ties with  a close  relationship  being  maintained  between  the 
problems  encountered  on  current  systems  acquisition  programs 

10. 
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and  those  provided  in  the  classroom.  The  current  Air  Force 
quota  is  approximately  40  attendees  for  each  class  which  is 
conducted  twice  a year. 

For  those  individuals  who  aspire  to  become  an  SPD,  PWC 
attendance  should  be  a poal . However,  attendance  becomes  a 
very  difficult  trade-off  for  those  exceptional  rated  officers 
who  are  also  selected  to  attend  intermediate  and/or  senior 
service  school  oecause  of  the  length  of  time  associated  with 
these  unique  training  opportunities;  particularly  if  their 
prime  goal  is  to  satisfy  the  11  year  gate  of  ACIA.  Further 
complicating  the  process  is  the  attainment  of  an  advanced 
academic  degree  under  Air  Force  sponsorship.  The  requirement 
exists  for  a directed  duty  assignment  immediately  upon 
graduation  to  a position  which  will  capitalize  upon  this 
academic  knowledge.  The  directed  duty  tour  of  approximately 
three  years,  when  coupled  with  the  time  spent  in  school, 
mposes  definite  constraints  on  proper  career  development. 

Thus  serious  consideration  must  be  given  to  alternative 
methods  of  obtaining  advanced  academic  education.  Several  ex- 
amples of  career  assignment  patterns  are  presented  in  Appendix 
A to  illustrate  both  the  complexity  of  the  problem  and  the 
need  for  career  development  planning. 

An  alternative  for  senior-level  managers  is  to  attend 
the  Executive  Hefresher  Course,  a three  week  seminar.  The 
purpose  of  xhe  ERG  is  to  review  the  most  effective  concepts 
and  methods  of  program  management  for  major  weapon  systems 


and  to  examine  new  developments  that  have  important  impli- 
cations for  program  managers.  For  those  officers  who  achieve 
senior  grade  levels  or  SPU  status  without  prior  attendance 
at  DSMC , immediate  consideration  should  be  given  to  attending 
the  ERC. 
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SECTION  IV 


CHARACTERISTICS  OF  PROGRAM  MANAGERS 


INTRODUCTION 

DOD  Directive  5000.23  requires  future  managers  of  systems 
acquisition  programs  to  undergo  DSMC  education  and  to  have  had 
prior  experience  in  a SPO.  The  ACIA  further  requires  rated 
officers  to  perform  operational  flying  duties  in  order  to 
qualify  for  financial  compensation.  To  obtain  the  orcoer 
perspective  as  to  the  impact  of  these  policy  decisions,  the 
career  characteristics  of  the  current  Air  Force  ma.ior  systems 
acquisition  managers  are  now  presented. 

SOURCE  OF  DATA 

The  data  presented  were  extracted  from  official  command 
officer  records  maintained  by  the  Assistant  for  Senior  Officer 
Matters,  Hq  AFSC.  These  records  provide  a complete  history, 
including  aeronautical  rating,  academic  education,  professiona 
military  education,  and  systems  acquisition  and  operational 
experience.  Specifically,  the  records  of  35  officers  assigned 
as  SPDs  were  reviewed  in  the  course  of  this  analysis. 

Encompassed  in  the  review  are  all  SPDs  who  occupy  posi- 
tions which  require  the  specific  assignment  approval  of  the 
Commander,  AFSC.  These  positions  constitute  the  largest  and 
most  important  acquisition  programs  in  the  Air  Force.  This 
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study  represents  the  first  independent  comprehensive  analysis 
of  the  career  characteristics  of  these  major  SPUs  which  includes 
officers  assigned  to  the  three  AFSC  systems  acquisition  sub- 
commands: Aeronautical  Systems  Division  (ASD),  Electronics 

Systems  Division  (ESD)  and  Space  and  Missile  Systems  Organi- 
zation (SAMSO). 


DATA  ANALYSIS 

Military  Grade  Level,  The  military  grade  profile  for 
the  35  SPDs  and  the  subcommand  to  which  they  are  assigned  is 
shown  in  Table  1.  There  is  nearly  an  equal  distribution  of 
major  system  acquisition  programs  between  the  three  product 


divisions . 


TABLE  1.  MILITARY  GRADE  LEVEL 


ASD 

ORGANIZATION 

ESD 

SAMSO 

Major  General  2 

1 

0 

Brigadier  General  2 

1 

1 

Colonel  _8 

_2 

11 

Total  12 

11 

12 

TOTAL 

3 

4 
ZS 

35 


Aeronautical  Rating.  A key  discriminator  among  Air 
Force  personnel  is  their  aeronautical  rating.  Table  2 
indicates  the  aeronautical  rating  for  the  35  SFUs.  ASD, 
dealing  with  aeronautical  systems  acquisition  programs  has 
a higher  percentage  of  rated  officers. 
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TABLE  2.  AEkONAUTICAL  RATING  VS  ORGANIZATION 


ORGANIZATION 


ASD 

ESP 

SAMSO 

TOTAL 

PERCENT 

Pi]  ot 

10 

6 

3 

19 

54 

Navigator 

1 

1 

2 

4 

12 

Non-Rated 

1 

4 

7 

12 

3^ 

Total  12  11  12  35 

The  aeronautical  rating  of  these  major  SPDs  vs  their 
respective  military  grade  is  presented  in  Table  3. 


TABLE  3. 


MILITARY  GRADE  VS  AERONAUTICAL  RATING 


AERONAUTICAL  RATING 


PILOT  NAVIGATOR  NON-RATED  TOTAL 


Major  General 

3 

0 

0 

3 

Brigadier  General 

2 

1 

1 

4 

Colonel 

14 

3 

n 

28 

Total 

19 

4 

12 

35 

For  comparison  purposes,  the  aeronautical  rating  profile 
for  the  518  line  officer  Colonels  currently  assigned  to  AFSC 
is  57%  pilots,  17%  navigators,  9%  suspended  and  27%  non-rated. 

Academic  Education.  All  35  SPDs  have  at  least  a bacca- 
laureate degree  and  all  obtained  their  undergraduate  degree 
in  either  science  or  engineering.  91%  have  a masters  degree. 
Over  one-third  (12  of  35)  have  a masters  degree  in  management 
which  shows  a definite  trend  towards  management.  Two-thirds 
(23  of  35)  possess  a masters  degree  in  technical  disciplines 
with  three  officers  having  both  a technical  and  management 
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masters  degree.  Further,  five  officers  also  have  a PHD  degree 
in  a technical  discipline.  A summary  of  the  academic  education 
of  the  SPDs  is  presented  in  Table  4. 

TABLE  4.  ACADEMIC  EDUCATION 
ORGANIZATION 


ASD 

ESP 

SAMSO 

TOTAL 

PERCENT 

Baccalaureate 

12 

11 

12 

35 

100 

Masters 

9 

11 

12 

32 

91 

PHD 

1 

2 

2 

5 

14 

Of  interest  are  the  SPDs  who  possess  the  desirable  com- 
bination of  technical  and  management  academic  degrees.  In  all, 
33  percent  had  this  dual  combination  which  permits  technical 
communication  with  engineers  while  emphasizing  the  business 
management  aspects  of  their  current  positions. 

Professional  Military  Education.  Just  over  one-half 
(18  of  35^  of  the  SPDs  have  attended  a senior  service  school 
in  residence.  11%  (27  of  35)  have  attended  at  least  inter- 
mediate and/or  senior  service  school  in  residence. 

Defense  Systems  Management  College.  There  were  17  officers 
(48%)  in  this  study  who  have  completed  at  least  one  of  the 
prime  courses  offered  by  DSMC.  A summary  is  presented  in 
Table  5. 

TABLE  5.  DSMC  ATTENDANCE 
ORGANIZATION 


ASD 

ESP 

SAMSO 

TOTAL 

Attended 

5 

7 

5 

17 

Eligible 

12 

11 

12 

35 

Percent  Attended 

42 

64 

42 

48 
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A further  breakout  by  course  is  presented  in  Table  6. 
These  include  the  Program  Management  Course  (FNIC),  executive 
Refresher  Course  (ERC)  ana  Industrial  Financial  Management 
(IFM)  Course.  The  total  differs  from  that  shown  in  Table  5 
because  three  individuals  have  attended  both  the  ERC  and  IFM 
courses. 


TABLE  6.  DSMC  COURSES  ATTENDED 
ORGANIZATION 


PMC 

ERC 

IFM 


ASP 

1 

2 

2 

5 


ESP 

0 

4 

i 


SAMSO 

0 

3 

3 


TOTAL 

1 

9 

20 


Total  596 
Only  one  SPD  is  a PMC  graduate.  This  is  due  to  both 
the  relative  newness  of  DSMC  (established  in  August  1921) 
and  the  Air  Force  emphasis  on  intermediate-level  manager 
attendees.  The  current  AFSC  policy  is  to  insure  that  all 
promising  intermediate-level  managers  are  identified,  tracked 
and  attend  the  Program  Management  Course.  Therefore,  it  is 
expected  that  more  PMC  graduates  will  assume  major  SPD 
positions  when  they  are  promoted  to  Colonel.  Table  7 indi- 
cates that  attendance  at  the  DSMC  courses  has  been  concentrated 
at  the  Colonel  level. 
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TABLE  7.  GHADE  LEVEL  OF  ATTENDEES 
COURSES 


PMC 

ERC 

IFM 

TOTAL 

Ma.ior  General 

0 

0 

0 

0 

Brigadier  General 

0 

0 

1 

1 

Colonel 

1 

9 

_9 

12 

Total 

1 

9 

10 

20 

It  has  been  over  two  years  since  DOD  Directive  5*^' GO. 23 
was  implemented  and  only  29^  (10  of  35)  of  the  SPDs  nave 
attended  either  the  PMC  or  ERC  in  compliance  with  the 
directive.  It  is  the  author's  opinion  that  the  extensive 
systems  acquisition  experience  that  the  Air  Force  provides 
its  officers  throufch  its  long  established  organizational  and 
personnel  management  systems  accounts  for  this  low  percentage 
rate . 

Experience.  Syssems  acquisition,  operational  ana  head- 
quarters experience  were  the  assignment  categories  considered 
relevant  to  this  study.  Systems  acquisition  refers  to  direct 
assignments  in  a system  program  office.  This  definition 
permits  correlation  with  the  DOD  Directive  5000.23  require- 
ments and  the  previous  AFSC  studies.  Operational  assignments 
provide  an  indication  as  to  the  accomplishment  of  activities 
related  to  the  user  environment  while  headquarters  experience 
denotes  involvement  in  the  broad  aspects  of  the  higher  level 
decision  making  process  of  either  Hq  USAF  ar.d/or  Hq  AFSC. 


A breakout  of  the  three  different  categories  of  assignment 
experience  is  shown  in  Table  6. 

TABLE  8.  ASSIGNMENT  EXPERIENCE 
ORGANIZATION 


ASD 

ESD 

SAMSO 

TOTAL 

Systems  Acquisition 

11 

9 

10 

30 

Operational 

9 

6 

4 

19 

Headquarters 

9 

8 

7 

24 

The  30  SPDs  with  systems  acquisition  experience 
averaged  5.^*  S.3  and  6.7  years  prior  experience  in  a SPO 
for  ASD,  ESD  and  SAMSO,  respectively.  With  86^  having  prior 
experience,  one  can  conclude  that  there  is  a good  correlation 
with  the  prime  conclusion  of  the  AFSC  studies,  i.e.,  to 
obtain  SPO  experience.  On  the  other  hand,  14%  (5  of  35)  of 
the  SPDs  had  no  systems  acquisition  experience  before 
assuming  their  position  as  SPD  - this  may  not  be  desirable. 
Three  of  the  five  SPDs  with  no  prior  systems  acquisition 
experience  assumed  tneir  positions  subsequent  to  the  imple- 
mentation of  DOD  Directive  5000.23.  A similar  ratio  (3  of  5) 
also  exists  for  non-attendance  at  the  prescribed  DSMC  courses 
stated  in  DOD  Directive  5000.23. 

Operational  experience  obtained  by  19  SPDs  was  limited 
to  the  time  frame  since  I960.  Nearly  all  of  their  operational 
experience  was  in  South  East  Asia.  Just  over  two-thirds  of 
the  SPDs  obtained  actual  experience  in  the  headquarters 
management  arena. 
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Aviation  Career  Incentive  Act.  With  the  gate  system  for 
flight  nay  entitlement  a reality,  the  SPDs  with  aeronautical 
ratings  of  pilot  and  navigator  were  evaluated  to  determine 
those  who  would  have  satisfied  the  various  gates  imposed 
by  ACIA,  It  should  be  recalled  that  ACIA  requires  rated 
officers  to  be  in  flying  positions  for  9 of  their  first  18 
years  of  service  to  receive  incentive  pay  through  22  years 
or  11  of  the  first  18  years  to  receive  incentive  pay  through 
25  years.  It  also  requires  operational  flying  for  6 of  the 
first  12  years  to  qualify  for  incentive  pay  until  18  years. 

A liberal  interpretation  of  flying  positions  and  time  was 
taken  in  the  analysis.  The  data  presented  in  Taole  9 
represents  an  optimistic  gate  accomplishment  rate  for  the 
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23  rated 

SPDs  if  they 

had 

been 

subjected 

to 

ACIA. 

I* 

TABLE 

9. 

ACIA 

REQUIREMENTS 

GATES 

ACCOMPLISHED 

i- 

NONE 

6 by 

12 

9 by  18 

n 

by  18 

TOTAL 

t 

■ t 

Pilot 

10 

3 

3 

3 

19 

1- 

Navigator 

_J, 

2 

0 

1 

_4 

f 

Total  11 

5 

3 

4 

23 

Thus  -^8^  (11  of  23)  of  the  current  rated  SPDs  failed 


to  satisfy  even  the  basic  gate  of  6 years  operational  flying 
within  the  first  12  years  of  service.  However,  it  should  be 
noted  that  several  SPDs  .iust  failed  to  satisfy  specific 
gates  by  a couple  of  months.  Thus,  had  the  new  ACIA  monitor- 
ing program  been  in  existence,  these  individuals  may  have 
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achieved  one  gate  higher  than  indicated  above. 


Further  analysis  of  the  gate  accomplishment  rate 
indicated  tne  results  shown  in  Table  10  for  the  military 
grade  level  of  the  21  rated  SPDs. 

TABLE  10.  GATES  ACCOMPLISHED  GRADE  LEVEL 


GATES 

ACCOMPLISHED 

NONE  6 

by  12 

9 by  ; 

L8  11  by  18 

TOTAL 

Major  General 

1 

2 

0 

0 

3 

Brigadier  General 

2 

0 

1 

0 

3 

Colonel 

8 

1 

2 

4 

17 

Total 

11 

5 

1 

4 

23 

One  can  conclude  the  percentage 

rate 

of  accomplishment 

for  future  SPDs  wi 

11  surely 

increase 

with 

time  as  the 

require- 

ments  of  ACIA  are 

stri ctly 

enforced 

by  Hq 

USAF. 
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SKCTION  V 


CONCLUSIONS  & HKCOlV.iVlENDATION 
The  primary  conclusion  is  that  the  Aviation  Career 
Incentive  Act  legislation  and  the  Systems  Acquisition 
Management  Careers  directive  will  have  a orofound  impact 
on  the  career  development  process  of  future  SFDs.  Of  <^3 
rated  SPDs,  nearly  SO?^  would  have  failed  to  achieve  the 
basic  12  year  ACIA  gate.  In  today's  environment,  the  Air 
Force  policy  is  attainment  of  either  of  the  18  year  gates. 
Thus,  future  generations  of  SPDs  will  have  an  increase 
in  or'erational  flying  duties  and  a corresponding  reduction 
in  related  systems  acquisition  experience.  This  change 
can  be  counteracted  to  some  extent  by  insuring  the  airect 
involvement  of  rated  officers  in  systems  acquisition  programs 
rather  than  in  the  more  generic  research  and  development 
activities. 

Further  evidence  of  a change  in  future  generations  of 
SPDs  is  in  the  training  received  prior  to  becoming  an  SPD, 
While  attendance  at  the  courses  prescribed  in  DOD  Directive 
5000.23  has  been  minimal,  with  less  than  30'^  attendance, 
this  will  change.  The  current  AFSC  policy  is  to  insure 
that  all  potential  SPDs  attend  the  Program  Management  Course 
at  DSMC.  This  is  accomplished  through  previously  established 
identification  and  tracking  procedures  which  were  developed 
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to  insure  the  oroper  career  development  of  future  generations 
of  SPDs. 

As  in  the  past,  officers  aspiring  to  become  an  SPD  will 
continue  to  realize  the  importance  of  academic  education.  A 
masters  degree  will  be  a virtual  necessity  and  a stronger 
emphasis  will  be  placed  on  obtaining  the  dual  combination  of 
technical  and  management  degrees. 

In  addition,  future  generations  will  concentrate  on 
obtaining  a variety  of  experiences  in  a SPO.  The  ability 
to  demonstrate  an  understanding  of  the  myriad  of  disciplines 
within  the  program  management  field  will  be  a definite 
attribute  for  the  successful  SPD. 

To  accomplish  the  above  requires  time.  For  future  SPDs, 
both  professional  military  education  and  training  are  critical. 
It  is  therefore  recommended  that  the  Air  Force  consider 
attendance  at  the  DSMC  Program  Management  Course  as  equivalent 
to  in-re^idence  intermediate  service  school.  In  so  doing, 
the  course  should  be  augmented  by  Air  University  to  provide 
specialized  training  which  focuses  on  such  topics  as  national 
objectives,  international  environment,  foreign  policy  and 
the  strategic/tactical  employment  of  the  U.  S.  Air  Force. 

The  associated  instructional  time  could  be  accommodated  through 
either  a change  in  the  PMC  concept  to  permit  electives  or 
at  the  conclusion  of  a normal  dajs  instruction  in  a manner 
similiar  to  the  current  University  of  Southern  California 


program. 
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APPENDIX  A 


ASSIGNMENT  SEWUENCES 


Example  I 


FLY 


SPO 


• 10- 


FLY 


•15- 


SPO 


.18 


11  years  of  flying  and  7 years  in  a SPO. 


Example  II 


11  years  of  flying,  6 years  in  a SPO  and  1 year  of  PME. 
Example  III 


FLY 


DEG 


SPO 


• 11. 


FLY 


■ 16. 


SPO 


-18 


11  years  of  flying,  1 year  for  an  advanced  degree  and 
6 years  in  a SPO. 


2U. 


* Attend  DSMC 
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